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Streamlini ng - An Acquisition Reform Initiative

In the first year of his presidency, Ronald Reagan kept a

campaign promi se--.he won approval for fundirg of the-, largest

military modernization program in the history of the courItr'y.

The 1.6, tr j. 1i on doll ars in the Appropri ati ons Pill.

spread over f i ve years was the green l ight for- the

ac qu ij t.i on .f major new weapon system., as well as., the

authori zation t o speed up production and fielding of others

already in the, development and testing stages.

f-, i s modernization effort, dubbed t thc rearming of

mer i ca, by the press, was and is required in order to

provide a creditable deterrent to the primary adversary of

t,t, Uro ted Stat.es. 1he Soviet Lnion spent ar estimated 16%

of its gross national product on its military at the same

time that this country 's defense budget was e>peri encing

negative real growth. This allowed the Soviet Union to not

on Ily build its conventional and strategic forces to a. level

of preeminence in the world in terms of numbers alone, but

also to close the all important qualitative gap in1

technology, long considered the trump card of the U.S. and

its allies.



A danqerous as this si tuat ion has become, to mocst

Americans, the world is at peace. Many qUeSti on- the wisdomr

of the huge SuLAMS of money spent on the militar y especi allv,

since the bill payer is domestic social programs. Most are

in favor of a strong national defense bUt have seriouts doubt

that giving an open money sack-- to the Pentagon is the way to

achieve it.

Wj.t h the country struggling Under the weight of a hu.ge'

nat ional debt and the public 's concern about the size of the

def ense budciE-t in a time of peace, it is no wonider- that the

Conqress has moved to reduce spending for defense programs.

Lii ver, thtie thr eat, t he need -for military hardware to

r ep I ac H ag in Q outdated equipment to take the armed forces

into th i ca I t Cenitury i E re-al and vald.oee t1

i tip rF. acti (_a t o t hi nV: that the modernization effort will be

oc comp 1 a hed b y b ar [ r u j.,t i r, q the niat a on. 1 he realiaty of the-.

,a Jzi isthat there is Only a finite CamoLunt Of reSOUrce:S. We

canno:t buy ever ythinq we want.

With t his. ini mind, i t IS inIcumbent Upon the-. leadershi p of

the military to be innovative in the manner- in which it will

s ee k toC sati S+ y military relUi r ements. The oldc tradi ti onal.

W a *e of doi ng things must be p1laced unde" the mi crosco[pe and

ania] yzed. N'ew mor e e4-fecti ye and eff-ici ent proc-eCA~is mu.st

be found and infused into the various manageri a. SystemlS Ifn

order to eliminate inefficiency and do more with less.
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No where has the need for i nnovati on anid creativit~y been

more critical than i n the manner in which new systemsF are

bought. Th is has been highlighted by the widely reported

cases of waste and fraud that has led the publ1i c to believe

that something is wrong wi th the 8C CjU i. t ion process.

Contrary to what some may think, the perception of the public

is i mport ant. A+fter all, in the f ina a).' ,a 1ciy S* .In a

democrat ic soci ety, all who wor k in the public sector are

aCC~Oun-tabl e toC the p ec:.J. e. -rher et oreF- tha is. pr oblIem muLst be-.

addressed and public confidence must be restored.

T h e Ar ry " s an swer to j.n1c.rease E:.+4 (canc V an11(.1

e f +t e ct i v en e s i n the manner in wh i. cl- eqUi pinel-It i s Procured is

the 'Ctreaml ined AcqUisi ti on Pr ocess.

.1n I'n- Article written for Program Maraqer, Dr. Rich-ard

St j r mc-r C. tat E7: Es that "Streaml iningc i s an a:q i:i rst tq

th11i-a t o f e rs rnie vi i n rc)ad s i n to C)untappincs the expe- 1 ence and

i ncqE~riL: ty C)4 ou~r DOD and inrdustr y work.: +orc-_E-. in def ini ng the.-

mo rSt cois t effective contract requi rements for development of

rt? W eao Ek[: ysrI ;t ems r, Th j. s ap p ro a c F, f as p--roved. cC] C to &v (..

sign if~icant potential to reduce weapon system cost and can

r F SU t i n i mpr- oved qual ity a nd p e rf c, raarnc-. " hi s: hits at.

L he hear I o.)f the i ssue. T he o bj Ect i.-?e t± llhe aCq(IU i Si I tion r

pr c Ce S is tc: o + ci systems that cat iE-Jy mission npeeds for

national defense i n terms of per-fo(.rmance, timeliness, and

affordable pr I .C. I f through str eaml in in y, soph i st icat ec

weapon systems, that work, can be fielded in a short period

Of time at a substantial savings to the taxpayers, then thi5.



pr ocessE. wi I be the most revol ut i orary changc in mi 1 itar y

system management in the past twenty years.

It i s necessary to pause at this poirst to address an

1 ssue whi i i s fundamental, yet constantly over looked in the

acquisition process. This issue is just how are the urgent

needs ot national security determined. Th-is is critircl

because it is the question of "needs" that -orm the basis for

the r-equest aid appropriati on of funds to the var-i ous

servi ces-. It i . the focus of the Research and DCevelopment

e f r. r t . It i s the theme for debate of the dcef ense budget.

And too, it is as stated, the objective of the acquisition

Far toc, c-f ter i n past year s the requli reMerit of th-,

Sna1 i 3"s secur i ty ha s not beer, the compel i ng r-eason for

S,i j, . ar i .q. a .t e ( tte I I s t a.n ci- i:., F. (a c -- ri f a t. t ;.l r e r c is s:i ilp 1. 1Y

demre, -i.rated the appli ca b iIi tv or adaptability of a pr- odtic

S. t c. miI i t ar y use. It wasE, then pr'ocured by the vari ous

r -, i L:es and i ilcorporated i rnt(. i ni ventory. Ir most Case s'

F.te-.c j 'L C ern a_ i C.kIY t ur ned i n to the ie f. : the mctc:r

pool s and stock yards of the vari ous post, camps, and

stations before the OD paint dried ornr them.

In other instances the desire to capture the illtimat in

r cv oI ut i cr r va t ec hroc1 ogy st.ret c:led out.. the pr oceO!.ci t.c:. - e 1(. a

system to fifteen years or more. This resul ted in numerous

changes 1 r) design and cost overruns o4 mj ]. 1 ic:,nc of doll ar s

only to find that the system was out moded within a few

year s.
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In still other cases, special interest projects. were

developed by near -- sighted flag officers for- selfish

careerist reasons that were tar- removed +r om the ur geFnt ree d_

of national security.

How ther, sr S,Oul d the nee d s of t he ser vices b o

determined? What should be the focal point in the decision

making process for the pr ocurement of new weapF:or systemsi-'

The answers lie clearly and explicitly in the delineation of

riatiora] pur p o, c- and the str ategy which the nation ascribe .

to for- the attainment of that purpose. From this strateqy

ther, shCOul d evol ve the military doctrinal concepts that are

* both A product of the past and are futur-istIC I I ) ani .IC: 11 pat I ,n

the batt I e ]f I d crld:i tic ns. and needs cf the a_ ed f c::rces.

In t'T7'5i, Mar-shall A.A. Grechko, then Minister of Defense

,- , t , -:: t Li c:r , desc r i bed m:L 1. i tar-v doc t ri j'. -i a. p ,r c-i ct

o nat,.- I cr q -na I (s and object Ives,, H1,? argu--d that doctr-ine

mistt addre!c-, t hf, ci J ,wi n questio ens:

Io, What eI',emy will have to be faced in a possible war

0 What i s the nature of the war in which the state and itsL,
,armed for-ces will have to take part?

0 What gOa]S -, and missicrs miqht the/y be faced with 3n sUc:h "

war

o What armed forces might be needed t.o perform the as_.gned

mi ssi on'

o How are preparations for war to be implemented'?

o What rT-hods must be usecJ to waQe war "-7

4.. 7
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W f 1 ELc dE, Iour y cA i c sociEt i e, do rct have t he Cui depost O:

Si co 1oq 1 ca 1 r ar(J op ef- t 1 3 qa 1 so 1 t .eat ] hi u .t 1 r

Ci Ctr F Ie E- t u] I I tLt d7rivE i ts ba i - fr om c pel 5at ivc Itat la

t. r a t -,, t h- t w. bo t h p ol ii a al a i -, d , er -- i a I but, rooted

i ri nat ictral C-0rcerr I It is f ro here t I ,a t the miI itar.-

estab 1 1 s!n 1ei, must tal::e its ma ssi o Is arnd:1 tI-Ic, eqLI [ a Id

structure tI I..' -f or c- tc. provide i or tI[.. Sec IIt :i t v. o4 t hc

rat i o, T Ihe ac: quasi t i cm I mil i tar--, har,:.-ar c- then .is a

r esul t ot. a r r-,du!r st and j. rI c f the rat c, na.I F.tr a t -q,. arid t hcr-

I- I I.. I tK ,4 C) doct ]c . I coc,,rept in m ] i ar-., t1nrtz ._ r-,:n

Fr cpv ide the means for accompl i shment of that strat(eqy.

E~~~aL~. -'h <.v ct E.-' s ~vL c hall a s-' i:: s ( :i (A 1-lIllC'r. I r(-[ ,..-1,r -,i nhi](:r

I-_ -7,. ± F wtI I--t i t i E r espc:.,r sihi . T he. A (fly I E? e' r ,C,r I j c.

f, n- 1 a-, w ar a r-, a I-,kJ ai r de- e r--, e It m...ti ci- I i- ,.,. l '

,-:I ct Ccu, I'~I R~ I ii Ci, d7 ' r (4c - c.i U

ti " .. I C) I, - A -t .r :l' i,~, L :t i -- I-he arl-a i 7'-.l. I o! r .ri . ,:o r t:sh i(]--i_ '' [ r, t
L rV 'I -I a I a. 1I c cle 1 - -] 3:ri i. : i c: i I

,, t r v, lt9q - i or . L t, Id :.L. I t -I :1. 0 1 It .

te, , , - a i t. and op er(: I-.1.p p rL

kj ,-r, ( 1 :1 t c, IC r c-. (C . EC C "= t A ri 0 I (T' C l fc1. F I t e. tfi C .(:: CI C a .1

2
,ppr:, tuli i t 1 es.

W1 er a & i cl-a i-f cL - iE7.. c. ,, 3 c:. i dent -I f.j c t I-Ie~z i r(IrC: .! C' l c, ILK' e -po i c %..

i S Io" 1nc -?Er- I" . y a proposa! . +or a new /sei :a ii 1 ..1

a I t cr rIa t jv e t c, So]) . v c- Lh p r cjh I on.rr a reu c ir I cL 1 teo I ch-vEre

Z r-, c:u 1 udc -

o Chang idn doc:tri ne- and tacti cs.

o Changi ng Force 1 F'Yv.l arid Force a)i

,



o Training.

0 ProcUring additional equipment already in produc:tior.

o Upgrading e>isting equipment.

o Using commercial equipment.

o Using -foreign equipment.

Only aft.er a determination that none Of these sol utions wi1i

solve the probl em - either individually or in (ccmbination -

shoul d the d:evel opmert. of a new system be c:c-nsjder ad. 'Ihi 

then i s the begi nn i n g of the research, devel opmen t and

ac q t iT;:i tg J crI, F:r oc:es C

Havi rq + rm anchored the ac Mi i t i on prcocess to

nat aonal stratey, a qi . cc k 1. ooJ k) a : t hc. tr ad t.i c, n a . m :. hod

that sc, Lc)ht to acc: c ] I sh t he ob.j ect 3 E c t r,(- pr-c: c -Ee7 F: r n

order- It i .=, composed of a serices of sequenti al steps:

c, FrocIgr am ' l atiati on

: C.':-n-:ept L::- p L ,or at :t o::n

0 PE'ffi:CFi .t r J T c._n/ a 1, i dat j on

o Full -.,:cale engineerirng devel opment

o Production & Deployment

Wlile -t.r-, E? s t eps may appear to be 1 og .cal and s .rmF:n I t hey

have in fa:ct turned into a bureaucratic nightmare that breed

i ne +j. ci eic: y, r'etS l t S- 1 rt E j c oet overr unF:. an c t a k- f i ft e.er-,

years to comF Iete.

The requirements on i ndustry are fantastic. In defining

system requirements, there is a mass of specifications ar-id

requi rements based upon 1 es'sonC .1 earn.:d in pas5t

(9



acquisiticns. In fact, there are some 45,0O il itary

specifications, data requirements, management systems and

cont r act ter ms and conditions that were r ather capr i cA OIosI y

drawn or applied in the acquisition of a sincile system. But

what worked in the past does not necessar i I y apply in the

same way today.
4

It is from both the desire and need to refine or upgrade

all aspects of the acquisition process, with the eye to

del i ver products at lower cost but with equal or greater

qual i ty, that has produced the requl red reform i n the

acquisition process.

C-ri trar y t o, popular belief. streaml i ni niq i s not a

separate arid distinct acquisition process. It merely

reccqn iz PE the inefficiencies in the traditional proce_s arid

seeks to find and use a strategy that captures the iriqenul1y

C-,f peopj e wor ki ng with the process at thfe itrst cppoCrttire

time. It allows flexibility in a system that was rigid. It

seeks to involve industry early i r the acquisition cycle in

order to use their experience, judgement, and creativity in

the applicati n cf military specifications. It "streamlines"

the thousands of data requirements, contract terms, and

conditions. It combines certain stepE. in the acquisition

cycle, thereby cutting the time required to field a new

system in half. It recognizes the trade - of{i that must

occur between personnel, training, resource development,

logistics support development, system integration and the

engineering design of the system and involves these actors

1 C)



early in the demonstration and experimentations phase to

+fac ili tat e total system development. I t c:nldg the

fact that c ompi 1 x technologically advanced systems- can orb1/

f Unct. i on t o t he capability of thc-e man opEraetijnc the EsyS:t'I

and therefore inVc Ildes from the onset human factors in the

.5
desi qn and erp icer i rg e4.fort.

The program manager is the kev. He i -. r es:ponsir hi e 4or,

d dcvi s i rI,g and tail onring the acqti Si ti()l onStFatfqy th At Will be

uISEd InI- aR [:fakrt i Cu Lk1a1r ac gu i s it ion p r o g r - im. He i s 1 i tewi EP

C: h ar (1e d wi th tht-te responsi bil1i ty of i n s urt i n a that the

product ion and di str i bUti on- Of the new weapon system is

b rou q I i [I 111 011 t ime, A ndC a t. Cost . Inr d eV .i ing.- hi IS

a c qua i ci t i. onr stractegy , LAS I 1g the s tr eP- a i r i approach A.h f.

f.)r - jcE:c- i IIaqe rSI- shLl d C c or)si dler t he app I i C--at. i on of t h

f -1 1 .!uw i c.1~ p r i ri I c i I e, .:

0 iI I 1 12 at i on o:)f co nt r act or- i n gc-n u tV

CI Fr C. - 1.L deF p r-?-n tU r e c on tr A C: t Ur Et a p I i c at i c:n n- cIf t i 1t ary

sppci f ications and standards.

0 S p fci f i c at i on o f system level reqk..irementE inltIC c; rc i rlI

terms' at th(e- onset of the deosrt r/a a npha-o.

o. St ate j. r t heIc.- reqLke s t 4 or procpoEsi, . And cont racts, thur

performance requirements rather t hanr dEt a 1l(?d h owt t

o Contr ol the establIi shment of contr ac~t r equi. r ement S.

o PUrsue economicall1y produ(cible, oper ationa,-ll IYsuitable and

field SUtpportable designs..



0 Ensure complete producticon specifications while providing

contractor flexibility to optimize design.

These princi ples i denti fy and assist the program rnaraqtgr inr

implementation of improvements needed in the acqUistion

process that rest.l t in specifications, standards, terms And

conditions that are tailored to meet only essential

operational And support reqti rements in th-e procurement of

6
quality products.

One i mp or t ant aspect of streamlining deserve-iLspecial

Attention. In formulating the acquLi s itioan stategy, the

program manager miu s t plIan toC i ncorporate i n the de sig n

(:onsi derAti ons future Appli cati ons of evolutionary technology

that wil1l i mprUVE t he c ap ab iI .t ie s of t he syst em un d er

develIopment. ThtIe se i mprovements, planned for at each stage

ACif the Acq~uisciti on proces, goes; beyond the stated or current

performance envelope to achieve aR needed operat ional

capabiIi ty, consi stent w it h Mission Area PinalysiE- 1hIiE ar

called Pre P Pl anned Product Improvements (P.",7I) The basic

obj-ctives.. o4 FYI. Are:

C! Shor te- the a cqu U .Sti. Conr_ and depi cym7 ent t imE-. -fu r mi 1 3 tar y

syst ems.-

C Extend thC usE'ful life Of aR system.

o Reduce technical , cost, and schedule- risi.

0 Improve system SSLrVi vability and endurance.

A P31 effort has three distinct phases:

12



Phase I: The planning and research necessary to deter-mine

how a system can and will evolve in response to advanicingc

technology or projected changes in the need. This effort:

continues, throughout the life cycle of a system.

Phase II: The incorporation of considerations into the

design of the system or the devel opment of an Ac qui sit ion

Strategy which facilitates f uture i mp rovemen ts to the

system. IThi s. effort Occurs wht-ienr it is cost. eiiecti ye arnd

oper-at i onal 1 y effective to do so, e.g. , during cfElelOPME-Lt

pr oduACti on over haul or conversi or.

Ph1a seC: III: T he application of actual imrpro'.efrient. which1- takCe

advantage o 4 Phases I and I I. ITh is effort. oCJcC Utr F when thep

7
need dictates.

Complec-ienti rng th--e ac gui it ion proicesE: with &i p1 ail to add

advanced techniol ogy to(- deploy/ed systems can have -A p:a. iY

i MpaEtC 't Upor) t h c-: a bj i 3t,, of t thE-: ser vi ce to CC)oUnrt c-,r the

threait, t. f urther mri n i mr i --e s produc- life Cc:Ile cust.

Moreocve. r i ni a p er i c-,c:d o f conris t r a. i r-ned r ea I g r c i t. f- i n- nil I i t &tr y.

appropriations, P'71 allows the service to retain state of the

art per-for marncc t hr oith planned uptCIr adi rig.

The mili itary, ser'11/ ces are sLr ivi nc to (fleet the utrgt

needs of nat i ornaI security thro.-ugh the moci-rni-,ationi of itEs

eqUi pment. The initial i nfusi on of do]lIars to sup)port thi s

effort in 1981 has proved to be but. & pat~chwor[ SUM. T1he

Army, alone, estimates that it will +all short some 200O

1:.



billion dollars for the Procuremen~t of items idenitifAied in

ts f ive year progr am. However the real ity is that the

country simply cannot Suipport continued growth in the defen-SE:

budget. It is therefore i ncumbent upon the services to

devi se and explore innovative means to efficiently and

effectively utiliZE- the funds that are allocated to achievce

and mai ntai n a combat ready force to d e tePr the thret..

Acqui siti on S5treamlining is Such an iitiative. ThrCILuqh t h:

tailoring of specifications and op er at ional1 requ3.rementFs,

r eductiaon of c ontract iaraciement and repo~rt i ng r-e('u trF.eetE7,,

si mpl if i ata oF of the acqUis51tiori process and t.he uso ri+ pre -

p] arned prodIuct i mprovement, signi f icant cos.-t 5avi nq- can tie

r e.l i Z ed inF the acqui F;:i t i on (-f new weaponl s' 'temsit. [n1-

adLil t i on to C. 1 prcovi Ing eff+i c iency and r edIC i ncj C oS t ,th 11 £

r e 1:or- i i 1-i t i AL ive i s needed t:o-. restore di sci plire to thie

ac qt-i E j. t i on Pr oces !: toc c h, t qe attit.udes wi thlon the system

anU1d1 -to rS Lo0r e pUb I i c co nf i d nC P in thIE p r c-U r Pm e nt a t.1, i t1
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